
 

 

Update for interested parties on the procurement process for the next iteration of the 

IRCG Aviation Service 

Background to the process 

In November 2019, the Department of Transport commenced a process to prepare for the 

next iteration of the Coast Guard Aviation service in line with the Public Spending Code. This 

involved an extensive consultation process with all key State and other stakeholders in the 

Search and Rescue (SAR) sector and the wider beneficiaries of the Coast Guard aviation 

service, to consider the scope and demand for the service over the lifetime of a new contract. 

A Steering Group was established, led by the Director of the Coast Guard, comprising a range 

of State stakeholders and independent experts to bring a whole of Government approach to 

scope the requirements for the new service.   

An initial Strategic Assessment and Preliminary Appraisal report was prepared by the 

Department and brought to Government by the then Minister for Transport, Tourism and Sport 

in July 2020, following approval by the Steering Group.  

This report included a strategic assessment, setting out the context for the Coast Guard 

aviation programme, an organisational overview, and a survey of existing policies and 

strategies relevant to the programme. The report took on board key learnings from the existing 

service and contractual arrangements. It identified the spending objectives of the programme, 

including existing arrangements and relevant business needs.  It also included an appraisal of 

various service delivery options, including the State assuming full responsibility for the service, 

either through the Air Corps or a dedicated IRCG Aviation Branch. Both were ruled out for a 

variety of reasons including the significant challenges of establishing such a service before 

the current contract expires and the level of risk which would be assumed by the State.   

Detailed Appraisal and Business Case 

The process then moved to detailed appraisal and business case stage. The business case 

was prepared by KPMG with input from a Project Team within the Department of Transport 

including external aviation expertise.   

The purpose of the business case is to set out the strategic case for a Coast Guard aviation 

service, consider in more detail the range of options for how the service could be delivered 

and decide which is the preferred option. A multi-criteria analysis was used to determine the 

short-list of options for consideration on the basis of five criteria – deliverability and 

implementation; integration and interface; market interest and operator capacity; operator 

capability; and enhancement of state aviation emergency capacity.  A detailed financial and 

economic appraisal of the short-listed options was also conducted. The Detailed Appraisal 

provides a framework to assess costs, benefits, affordability, deliverability, risks and 

sensitivities associated with the short-listed options and aims to guide the Approving Authority 

through Gate 1 of the Public Spending Code (PSC) to the Planning/Design Stage 

While it was acknowledged in the preliminary report that the Air Corps would not be in a 

position to take full responsibility for the service, the Department of Transport agreed to 

explore the viability of the Air Corps providing some element of the SAR aviation service at 

the request of the Department of Defence as part of this phase. The Air Corps proposal 

received in March 2021 was considered in the business case as part of a so-called “hybrid” 

option whereby the Air Corps would provide one helicopter base with a fixed wing component, 

which would then require a civil operator to provide the remaining element to meet the 

specification for the national service. The Air Corps provided costings in their proposal for their 

element. KPMG supplemented with estimates for the costs of the civil operator element.   



 

 

The business case analysis demonstrated, among other things, that there is an inherent cost 

implication in splitting the helicopter service between two or more providers. The single 

provider option can achieve economies of scale and address availability requirements more 

cost effectively.  

There is flexibility in relation to how the fixed wing element, which would be a new element of 

the service, could be provisioned. The Air Corps currently offer this service to the IRCG but 

only on an “as available” basis.   

Service Scope  

The service scoped, costed and recommended in the business case is similar in many 

respects to the current service but would include a dedicated fixed wing element. This would 

provide the IRCG with an on-call pollution monitoring and high endurance search / top cover 

capability. It also has the potential to allow a more innovative helicopter fleet. The helicopter 

element will include night vision capability from the outset. The service could potentially deliver 

additional support to the HSE (e.g. Paediatric Transfers to the UK at night) or additional fire 

fighting capability to the Department of Housing / Fire Services, subject to further discussion 

with those services as the procurement strategy is advanced. Further analysis is required to 

determine the implications in terms of aircraft availability for other Coast Guard duties before 

a commitment is made to provide these extra services. This will be further examined as the 

procurement process develops.  

Stakeholder consultation 

Stakeholder engagement, including market interest engagement, has been extensive.  The 

Steering Group includes representation from all relevant Departments and agencies (including 

Departments of Transport, Health, Public Expenditure and Reform and Defence and agencies 

including HSE / National Ambulance Service, An Garda Siochana, and the Irish Aviation 

Authority).  Both Department of Defence and the Air Corps recused themselves from the 

Steering Group once work commenced on the submission in order to avoid any suggestion of 

a conflict of interest and to protect the process from challenge. 

The Department of Housing (Fire Services) and the Department of Tourism, Culture, Arts, 

Gaeltacht, Sport and Media (Island Communities) were also consulted directly as part of the 

scoping of the service. There was also extensive consultation across the Search and Rescue 

domain including the many voluntary organisations involved. The new National SAR Plan 

structures provided the basis for much of this engagement over the last 18 months.  

Process compliance 

A procurement process auditor has been involved from the outset to ensure the process is 

compliant from a procurement perspective. The Chief State Solicitors Office has provided legal 

advice on various issues. The Strategic Research and Analysis Division (SRAD) within the 

Department of Transport conducted a technical assessment of the appraisal which determined 

its compliance with the Public Spending Code (PSC).  

The business case will not be published as it contains information which is commercially 

sensitive and / or could prejudice the outcome of the procurement process. Details of the 

business case will however be used as part of the information documentation for the 

procurement.  

Government Decision of July 2021 

On July 27 2021, the Government approved the Detailed Appraisal and Business Case for the 

next Coast Guard aviation service and agreed to proceed to the Planning/Design stage, 

including the procurement of the service outlined in the business case.  



 

 

It also agreed that the Department of Defence, working in conjunction with the Irish Coast 

Guard, would examine whether the fixed wing element of the proposed service can be 

delivered by the Air Corps in line with the requirements and parameters set out in the business 

case and provide the Department of Transport with a costed proposal by October, which would 

then determine whether this aspect of the new service could be provisioned by the Air Corps 

or should be procured as part of the procurement plan described in the business case.   

Next steps 

The business case sets out an implementation plan including the procurement strategy to 

deliver on the preferred option as well as a governance, monitoring and evaluation plan for 

the project and the resulting programme.   

The key next steps and indicative deadlines are as follows:  

1) Determine optimal means for the provision of the Fixed Wing element of the proposed 

service based on business case parameters / requirements [October 2021];  

2) Launch formal procurement – Competitive Procedure with Negotiation with Pre 

Qualification (PQQ) Stage [October 2021];  

3) Deadline for PQQ submissions [December 2021] 

4) Issue ITPN to shortlisted bidders [February 2022] 

5) Deadline for initial tenders [May 2022] 

6) Commence Negotiation meetings [July 2022] 

7) Close negotiations and invite final offers [September 2022] 

8) Deadline for final offers [November 2022] 

9) Government approval to award a contract to the Preferred Bidder [March 2023];   

These timelines will enable a mobilisation to a new contract before the current contract 

concludes [up to June 2025 – max period of extension].  

 


